
PPPPBBBBBBBBEEEE

Key
Supplier

Processes
HandbookCharles M. Garland

ASC/ENS
14 February 1997

Script
 Hello.  My name is Charles Garland and I am an engineer in the systems engineering division of the ASC Engineering Directorate.  Mr. Gary Adams, Chief Systems Engineer for EN and JACG aviation engineering board chair, got me involved in the creation process of this handbook and now that it will be published as a military handbook  I’ve assumed the role of POC for the document.  As the Key Supplier Processes Handbook is one of a set of eight publications produced by the Joint Aeronautical Commander’s Group to champion performance based acquisition in the aeronautical business sector, I’ll share with you how and why it fits into performance based acquisition, some of the contents of the handbook, and how to use the handbook.  Acquisition reform is radically changing the way DoD acquires it weapon systems and the day to day working relationship between the government and the contractor.  But I think it helps to keep the change in perspective.
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Performance Based Business Environment

Performance Based Acquisition Strategy

What has not changed

• Acquisition communities fiducial responsibility to the American 
   people

 - Select capable and competent sources
 - Pay a fair and reasonable price

• Fair and reasonable profit obtained by source

What has changed

• Government “prescription” for “how to” is gone
• Contractor control of design and own processes = more accountability

Script
 The emphasis on faster, better, cheaper does not alter foundational precepts. Any acquisition strategy, even a performance based one, does not alter our fundamental responsibility to the American people.  More development and design responsibility and accountability on the part of the contractor does not lower the government’s responsibility and accountability at the level I’m addressing.  I hope during the course of this presentation that you will see that the Key Supplier Processes Handbook represents a tool which enables government insight as opposed to bureaucratic oversight while not hindering our ability to meet that responsibility.
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• PBBE is a relationship based on:
 - DoD stating requirements in performance terms
 • • Industry being responsible and accountable for
      meeting the requirements

• Four main features of a performance based acquisition strategy
 - Performance based specifications, incremental verification
 - Contractor control of development and detailed design

to the maximum extent feasible
 - Contractor use of own company/facility processes
 - Enhanced opportunities for inclusion of advanced tech.

Performance Based Business Environment

Performance Based Acquisition Strategy Cont.

Script
 The KSP handbook is envisioned to be operative in the performance based business environment.  The nature of the government and industry relationship in that environment is characterized here. We could debate the extent to which the contractor responsibility and accountability has increased from the way we had been doing acquisition before PBBE.  But I think you can  see that the relationship has changed in a significant way now that government prescriptive “how to” requirements have been significantly reduced.  And as you can see one of the four main features of a performance based acquisition strategy deals with processes.  It talks to the contractor’s own processes, so why is a KSP handbook needed and why should we be worried about processes? After all, are not  processes by some definition a series of steps delineating how to do something? Why should we be concerned with processes at all?  Let me answer with the next slide.
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•  Need to establish that a facility has a capable method of work

• Processes represent a structured, disciplined approach to
   managing risk

• Provide a means of communicating government requirements
  and contractor intent

• Government needs greater “insight” given reduced “oversight”

Key Supplier Processes Are An Integral Part of PBBE

Script
 One of the reasons we need to be concerned about processes is that we need to be able to make judgements about the contractor’s ability to carry out the work that needs done.  Let’s face it.  The acquisition of weapon systems involves complex advanced technology and its application to solve the diverse real world needs of the war fighter.  Selecting a capable source is a sensible thing to do.  Knowledge of the sources processes aids in distinguishing more capable from less capable sources.  Processes enable the management of risk, communication of government requirements and contractor intent, and enables the government to have true insight and not burdensome oversight.   Insight again relates back to our fundamental responsibility mentioned earlier. All right.  I think we have established the need for concern about processes.  So what about the handbook itself.
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Key Supplier Processes
Handbook

The Processes

Six representative top-level generic commonly used processes

• Program/Data Management
• Engineering
• Quality
• Manufacturing
• Procurement/Subcontract Management
• Logistics

Script
 The handbook is a guidance document not intended to be a contractual document.  It describes six processes selected to represent top-level generic functional processes commonly used within the aeronautical business sector.  There may be differences from one supplier to the next in defining the boundaries and interfaces of these processes. There may be differences in the specific application of these generic processes from one program to the next within a given supplier’s organization.  Generic definitions have been developed to allow industry to tailor and partition their management processes in a manner which best fits individual functional organization and products.  Successful programs will demonstrate the ability to implement an integrated set of industry processes to meet programmatic requirements of the government. The contents of this handbook may be used for: 1) developing performance-based acquisition strategies through the identification of process performance attributes which are most critical to the successful execution of the program; 2) for constructing solicitations which allow for the use of supplier-defined processes in place of processes defined and controlled by military standards; and 3) for providing a common basis for communicating desired process characteristics and performance attributes.  This will facilitate efficient communications between government agencies and industry.  It may be used by suppliers as a basis for defining and improving common, facility-wide processes and developing a set of top down process metrics to assess process effectiveness and monitor process improvements.
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Key Supplier Processes
Handbook

Definitions

• Process  A process is a set of procedures and methodologies
          which, when applied, provide a consistent set of outputs
          for a given set of inputs.
• Element A lower level indenture of a process which has all
          the characteristics of a process.  Elements may function
          independently of or in conjunction with other
          elements.
• Performance Attribute A critical characteristic associated
          with a process or element which describes the
          expectations for that process or element in terms of
          capabilities.
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 So that we have a common understanding, here are the definitions contained in the handbook for three key terms.  In the handbook each process is described, elements of that process identified, and then performance attributes for each element are listed.  Obviously if your dealing with a particular contractor and their processes don’t align precisely the way the handbook is laid out you may need to alter a process, element, and/or attribute.  This handbook would still be useful as a place to start and it will save you time in not having to start from scratch.
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Key Supplier Processes
Handbook

Program/Data Management Process

Seven Elements
• Integration and Coordination
• Resources and Responsibilities
• Communications
• Risk Management
• Program Planning/Cost and Schedule Control
• Contract Compliance
• Data Management

Attr.
2
1
1
3
5
2
2

Script
 The seven elements of the program/data management process are shown here.  Also indicated are the number of attributes associated with each element.  The seven elements of the program/data management process have a combined total of 16 attributes.  To illustrate the content and layout of the KSP handbook let’s briefly walk through this process focusing on the integration and coordination element.  I’ll then summarize the rest of the processes in subsequent charts.



PPPPBBBBBBBBEEEE

Key Supplier Processes
Handbook

Program/Data Management Process Cont.

4.1  Program/data management process.

4.1.1  Discussion/rationale.  The program management 
process is intended to represent the top level supplier process 
for the overall conduct and control of the program.  There are 
seven elements within the process.  
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 Here is the first part of the discussion section for the program/data management process as it appears in the handbook.  This section discusses the purpose and importance of the process and delineates the associated elements of the process.
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Key Supplier Processes
Handbook

Program/Data Management Process
Integration and Coordination Element

4.1.1.1  Integration and Coordination.   This 
element provides for the overall orchestration of 
program activities into a unified whole which 
satisfies the program requirements.
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 Here is the description of the integration and coordination element.  Included is information regarding what the element “brings to the table” as a part of the process.
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Key Supplier Processes
Handbook

Integration and Coordination Element
Performance Attributes

4.1.2  Performance attributes.

4.1.2.1  Integration and coordination.

a.  The capability to provide the leadership and management 
required to meet program objectives by providing timely and 
effective decisions and direction based on a structured 
decision making process which provides traceability of 
program decisions including the supporting data and 
rationale.

b.  The capability to provide timely cost and schedule status 
across the facility/program.
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 Here are the two performance attributes for the integration and coordination element. The intent is to identify and describe the capabilities and characteristics critical to achieving acceptable performance.  Briefly then, here are the remaining processes described in the KSP handbook.
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Key Supplier Processes

Handbook
Engineering Process

Six Elements
• Systems Integration
• Requirements Analysis
• Functional Analysis and Allocation
• Design Synthesis, or Preliminary and Detail Design
• Systems Verification
• Systems Analysis and Technical Control

Attr.
9
6
6
10
7
8
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 The engineering process has six elements with a combined total of 46 attributes.
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Key Supplier Processes

Handbook

Quality Process

Elements
• Based on ISO-9000/ANSI/ASQC-9000
   or equivalent

Attr.
7
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 The quality process has 7 attributes. Also, you can see that we are incorporating commercially derived processes and standards where possible.
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Key Supplier Processes
Handbook

Manufacturing Process

Five Elements
• Material Control
• Shop Floor Planning
• Factory Flow Optimization
• Factory Design
• Factory Performance

Attr.
1
4
1
4
9
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 The manufacturing process has five elements with a combined total of 19 attributes.
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Key Supplier Processes
Handbook

Procurement/Subcontract Management Process

9 Attributes

• Ability to differentiate between suppliers
• Ability to provide timely subcontract awards based on best value
• Ability to define mutually acceptable contracts
• Capability of synchronizing production schedules
• Ability to assess make/buy  alternatives
• Ability to provide information sharing among stakeholders
• Ability to establish mutually beneficial relationships
• Ability to integrate supplier processes
• Ability to provide for the selection of key suppliers based on their
   ability to implement appropriate aspects of quality systems
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 The procurement/subcontract management process has 9 attributes.  Note that the next to the last attribute listed here relates to supplier processes.  In particular, the ability of primes and suppliers to work together using integrated processes.
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Key Supplier Processes
Handbook

Logistics Process

Two Elements
• Logistics Planning
• Product Support

Attr.

5
3
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 The logistics process has two elements with a combined total of 8 attributes.
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Key Supplier Processes
Handbook

Application to Source Selection

• Identify specific key processes as source selection discriminators

• Identify attributes most critical to program success

• Incorporate appropriate language in RFP sections L & M

• Assess the contractor’s proposal content in terms of company
   unique processes exhibiting the desired attributes
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 I’d now like to discuss some practical applications for the KSP handbook.  First dealing with source selection, here are some ways in which the KSP handbook can be applied.  For your program, identify key processes and associated attributes which are critical to the success of the program.  Use those as source selection discriminators.  Clearly spell out in the solicitation why these processes are deemed critical and how the assessment of the offeror’s processes will be used in the evaluation of the offeror’s proposal.
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Key Supplier Processes

Handbook
Contractual Commitment

Via the SOW/CDRL
• Commitment to perform specific process related tasks

  Example SOW Tasking
   The contractor shall identify program risks. Program risks
    shall be assessed in terms of probability of occurrence and
    consequence of failure.  Risk mitigation plans shall be
    developed for high and moderate risk areas.

- “How to” details are at the discretion of the contractor 
• Process metrics submitted as a data item
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 With regards to actual process commitment in the contract, here is an example of how processes can be incorporated as part of the SOW/CDRL.  One of the elements of the program/data management process is risk management.  The sample SOW language here puts that element on contract explicitly.  Notice though that the particular details of the risk management process are left to the discretion of the contractor.   Note that process metrics submitted as a data item would not need approval by the government.  Again, they would provide insight as opposed to oversight.
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Key Supplier Processes

Handbook
Contractual Commitment Cont.

Via the IMP

• Focus on the process products, end result of tasks not tasks
   themselves

   Example IMP Event
 GFE/CFE Interface Compatibility Test Complete

Contractual commitment commensurate with risk and criticality
Remember linkage to Single Process Initiative
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 Another approach to process commitment in the contract is through the Integrated Master Plan.  Here the focus is on products and not processes, but the contractor would need the requisite adequate processes in order to provide the desired products.  Here is an example of an IMP event related to a performance attribute of the Systems Integration element of the Engineering Process.  I’ll leave it to you to determine which one! Finally, two closing remarks.  What ever you do in terms of contractual commitment to processes recognize that better, faster, cheaper, or performance based acquisition in a PBBE environment emphasizes commitment commensurate with risk and criticality to program success.  And please don’t forget that contractors may have Single Process Initiative “processes” already in place which touch on the processes dealt with in this document.  Don’t lose sight of that avenue for government insight into contractor processes. Thank you for your attention.  And have a nice day.


